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MEMOHANDIRY FOR: DIRSCTUR OF CENTEAL IMTELLIGEKCE

SUBJROT: Dulles Comnittee report upon the Office of
Colloction und Disgeminastion

1. The Dulles Comsittes proposes, in essence, that the reference
functions of QOCD be divorced from the liaison funetions, that the
referencs functions be transferred to ORE, and thut the liaison funee
tiong be edministered by ICAPS. The statod resson for this .roposal
is that the refereuce znd liaison functions have little interrelation,
that the former sre closely related to the research function of ORE,
and that the latter are closely related to the coordinating function
of ICAPS. The best reply to this seemingly logicel proposal is that
the Agency has already tried it out in practice, end found it unsatis~
factory,

2, The Commitiee assistant who inspected the Lrosent OCD did not
spend, in total, more than & few hours in the Office, 8o it is not sur=
prieing that he emerged with the impression thet its functions were
many, various, &nd unrelated. It had taken the Agency many months of
hard work, trial, and error, to lsarn that the seemingly different
funsctions of reference und liaieon are, in fact, so clozely related
that they are better performed by u« single udministrative unit thanm
by separates ones. It iz too early to ssy that the present is the best
of all possible organirationsl patterns for these functions, but it is
not too ekrly to ssy that it represents an improvement over the older
and more obvlous puttern which is now ,roposed anew,

3. It would be exact to stete thet the techniquep of OCD are many
and various, involving the use of much unique machine equipment, but it is
only om paper that the functions appeer untelated. In truth they &ll
ssrve 2 single and common ends to get und store inteiligence information
and suke it avuilable to those who need it,

4« In 1947 the Agency vas orgenized with the Kkefercnce Cuenter,
exbracing library and registers, in ORE; and with the lialson functions
ensign-d to the :epcrate Office of OCH, This is the seme, in principle,
a8 what the Cormittee now proposess The only differince is that the
Reference Center is now to be ingtalled in one of the two Livisiong
into which ORE 15 to be split, und et “ae licizon functicns are %o be
adminintered by a renrmed ICiPS staff insteud of by an aesi tont Director.
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5. The seprreti-n of .laimon rnd r1efer-nce functions uld not work
out well in practice. The sdulnistrutive void between the two worked to
the detriment of both. If en nnalyst in ORs eslled for a document known
to be in the State Depsrtment!s liuvrsry, it vas clesrly the job of the
intser-library loan people in CIA'g library to got it for him; but if it
turned cut ihat the documsnt ras subject to stringsnt security resiric-
tions ten it became thoe job of & Lieigon Off'icer to muke arrangements,
with apyropriste officiuvls of the State iLep rtment, for the document to
bs releaped, The two jobs were one wnd the sene, but they required
different approaches and different techniques. As the library and
llaison people were under different administrations they feiled to
develop Intimate knovledge of sach other's dsily problems, and of the
techniques and channels being developed to desl with them. Communicas
tions between thsm wars by typed memoranda carried by eouriers and
mesasngeras, with multiple cerbon coples. Delays wers many, and tempers
were exscorbated, Reforence (onter and OCD were accuraed by &ll vho hed
to deal ¥ith them, Analysts who wanted faast action were prone to embsrk
on independent llalson ventures of their own, thereby adding notably to
the genheral confusion and interwdepartmental misunderstundings.

6. The Refersnce Center, under ORE, found itself without asdequate
adminiatrative understanding and support. The main business of ORE was
to deul with critical problems of a substentive nsture, ond the speciel~
1sts preparing an important eatimete against a tight deadline naturally
took precedence over library and registar psople whose problems could be
Wt off till the morrow. The ueeds of the analysts had priority, and
there wis & tendency to postpone action on the more humdrum needs of the
Referencos Center. It seems inomcapable that the seme situstion would
develop again if the library and registers were to he renpalgned to OKE,
or to a Research and Reports Divieion created out of ORE. In addition,
there is now an Office of Scientific Intelliyence which requiree library
and register services no less than ORE, and it would be unwise to make
it dependent on its sister Officae for these services. I believe that the
CI4 Library and the registers should serve all of CIA, and that they can
best do so if administered sepuretely &nd apart from any one of the cone
sumer Offices or Divisions.

7. The original Office of Collection and Disremination had no
reference functions, but concentrated on the msny facets of the llalson
activity., As a seporate Office, it had direct access to the Director of
Central Intelligence, and this would now be denfed if the ICAPS (or
"Coordination Division®) staff wore interposed. This proposal is diffi-
cult to understand, for the Comnittes “eport places vory great emphssis
on the need for more forcsful efforts by CIA to achi-ve coordination with
the other agenciss, and it strongly expresces the opinion that direction
of CIA affairs by tour-of=-duty personnel csn mever win to the gosl. Now
the small ataff of ICAPS, or of the proposed "Coordination Division",
consists entirely of representetives of i(he itite end Lervics Departuents.
These men are on tour-of-duty mssignments, If capable wn. energetic they
cén render great service to the Unitod . t-te. sovernment, to uielr re-
gpective Departuents, snd to the Gen.ral Intelligence Azency. but it is
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tvely me oot ave. saccass Doth (1) in hadling the

delicate and difficilt profiens of policy determination in inter-
deparimental rels m;(z)muwm,
directing the myriad of collection, imddu-
ig unlikely to be performed well by men who are tackling it for the
fMrot time and for a short time, This job is of g0 great common cone

oemn to all the Offices of the Agency that i1 should have dlrect aocese
to the Nirector,

8, Te Comdtiec also proposes that the Comtsct Hranch of 00 end
the Information Contyol Section of 0S0 be given & greater dogree of
sitonomy in the dissexination of thedr reports. It argues that these
offices have bettar  of e consmumrs who need thelr meterials
then doeg 0CD, s in this Comd. ttes ig xigtalten, NHo one knous
mwmmmwmm(x)hmmm,t
drect request from oongmers, ae dally Hhiogrwphi
whose dally chore 1% is o maintain close contact with oonsmmers in all
the recaive thedr and sngare that thay e acted
upens to the of CIAtg ability, Cosmul thee is alew migtsken in
itg belief that Contact Brench sand 00 do not now ameles mtonosy
over the distrilntion of thelr om roduote, OCD baz not in many months
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'ﬁrm $ hand ig doing.” The Agmay is now taking steps to
this situation, s £¢ is cortein that the remsly involves less
rather thmm nors mtonomy for the several Offices.
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